
BUDGET SUPPLEMENT NO:   10 
 

May 23, 2006 

 

SUBJECT:  Funding for the Recruitment, Selection and Training of Public 
Safety Officers 

 
 
BUDGET SUPPLEMENT REQUEST SUMMARY 
This budget supplement proposes moving the majority of the funding for the 
recruitment, selection, and training of new Public Safety Officers from the 
operating budget to a series of recurring Special Projects.  This will allow 
expenditures to fluctuate each year based on the number of recruitments and 
allow for better monitoring and tracking of expenditures.  The fixed costs 
associated with this activity would remain in the operating budget.  
 
For FY 2006/2007, the Department of Public Safety (DPS) is requesting a total 
of $3,887,530 to fund recruitment, selection, and training.  This consists of 
$3,222,084 for three Special Projects to hire 27 recruits, yielding 21 officers 
and $665,446 in fixed operating costs.  The current budget included 
$2,341,379 for FY 2006/2007, resulting in a net fiscal impact of $1,546,151.  
The estimated cost over the next twenty years for recruitment, selection, hiring, 
and training of Public Safety Officers is a total of $94 million.  This includes 
$79 million in special project costs and $15 million in operating costs.  
Accounting for the current funding included in the adopted FY 2005/2006 
Budget of $63 million, the total twenty-year fiscal impact is $31 million.  This 
funding provides for 266 recruits, yielding 221 successful hires, over the 
twenty years. The average annual cost over a 20 year period for recruiting, 
selection and training of new officers will be $4,739,235.  Attachment A details 
the projected costs and recruitments over the twenty years.  This represents an 
average annual shortfall of $1,593,548 over the current budget.  These costs 
represent a significant increase over previous costs.  This increase in cost can 
be attributed to two factors; increasing salaries and an increase in the time it 
now takes to train a new Public Safety Officer.  
 
Moving the direct operating expense into Special Projects instead of 
maintaining the entire cost of these activities in the operating budget has 
several advantages.  The most important of these is that it allows expenditures 
to fluctuate each year, dependent on the number of required recruitments.  It 
also allows the expense for each project to be tracked separately, instead of 
being consolidated into the operating budget. This provides better tracking and 
monitoring of expenses related to each recruitment.  Additionally, it separates 
direct and indirect costs for these activities.  Total indirect costs, including 
administration and overhead, remain in the Operating Budget, while direct 
costs for each recruiting class are budgeted and expended from separate 
Special Projects.  This creates better visibility of expenditures and allows for 
comparison across the projects.  This is particularly important because the 
projects track all costs associated with recruitment, selection and new officer 
training over an 18 month period. 
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The Department of Public Safety last hired new Public Safety Officers in 2003.  
At that time, Public Safety’s Budgeted Positions Allocation (BPA) was funded for 
224 sworn officer positions.  For FY 2003/04, Council reduced the BPA to 210 
as part of citywide efforts to balance the City’s structural deficit.  At the time 
the staffing reductions were made, DPS had new officers in various stages of 
training. A decision was made to retain those officers rather than to lay them 
off.  As a result, DPS has been overstaffed, with funding for only 210 sworn 
positions.  Currently, there are 211 officers employed. 
 
DPS and the Department of Finance have together completed a staffing 
analysis to plan for the recruitment, selection, and training of new officers over 
the next 20 years.  This analysis has demonstrated an average attrition rate of 
approximately 11 officers annually, and a need to hire continually to maintain 
current staffing levels. 
 
BACKGROUND 
One of the essential elements to the continued success of the Department of 
Public Safety is the recruitment, selection and training of new Public Safety 
Officers.  The unique nature of DPS, with its officers trained both as police 
officers and firefighters, necessitates that the candidates selected as Public 
Safety Officers be suited to perform dual rolls throughout their career. 

The process of hiring of new public safety officers is divided into three distinct 
and different functions; recruitment, selection and training.  The first 
component, recruitment is the process of seeking potential candidates for the 
position of public safety officer and encouraging those qualified candidates to 
apply for the position.  Recruitment includes advertising in trade magazines 
and local media, placing ads on job seeker websites, attending job and 
recruiting fairs, creating job flyers and handouts, and having staff available to 
handle inquires about the open positions.  The second element is the actual 
selection of the future public safety officer.  Selection includes the screening of 
applications, administration of a written test, performing a psychological 
evaluation, completing physical ability testing, evaluating medical screening, 
performing a thorough background investigation and successfully passing a 
hiring interview.  The hiring and selection of a Public Safety Officer can take 
from three to five months.  Once the future officer is selected, the third phase 
of this process is training.  Training includes a six-month police academy, a 
three-month fire academy, a four-week EMT academy, and a four-month police 
field-training program.  The training for a new Public Safety Officer typically 
lasts 14 months.  From the time a candidate fills out an application to the time 
he or she is fully trained as a Public Safety Officer can take in excess of 18 
months. Because of the 14-month training period, officers hired in June of 
2006 will not be ready to assume their roles as Public Safety Officers until 
September of 2007.  
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History has shown that DPS loses officers at a rate of approximately 11 per 
year due to retirement, disability, or non-service related separations.  To 
maintain department staffing, DPS must hire at a rate equal to the projected 
separations.  In addition to the traditional retirements and separations, the 
department loses approximately 25% of its new hires during the police 
academy and initial training.  With a 25% loss rate, the department must hire 
15 new officers to replace 11 officers who retire or separate from the 
department. 

The department has conducted an analysis of its near future retirements and 
potential non-service separations and estimates. It is anticipated that DPS 
staffing will be 197 officers by July of 2007.  Over the next three fiscal years, 
DPS is anticipating a loss of 37 officers and will have to hire 52 new recruits to 
maintain its authorized staffing level of 210 officers.   In FY 2006/07, the 
department anticipates hiring 27 new recruits to net 21 officers. The number of 
officer needed to be hired in FY 2006/07 is higher than the normal average.   
In an effort to help save money and because of overstaffing, necessary hiring 
from FY 2005/06 was delayed to FY 2006/07.  Because of this deferment, the 
number of officers to be hired in FY 2006/07 is almost twice the normal 
average.  In FY 2007/08, the department is planning to hire 20 new recruits, to 
net 16 officers.  In FY 2008/09, the department is planning to hire five new 
recruits to net four officers. These large initial hiring numbers are necessary 
because the department has not hired new officers in over two years.  There is 
currently no one in training and it is now necessary to accelerate hiring to 
rebuild and maintain authorized staffing.  

DPS has traditionally funded the recruiting, hiring and training of new Public 
Safety Officer as part of its Operating Budget.  Prior to FY 2002/03, the 
Operating Budget was used to meet the needs of the department.  Due in part 
to an increased number of “baby boomer” retirements and the advent of the 3% 
@ 50 retirement benefit, the number of retirements from the department 
dramatically increased.  Over a three-year period from 2000 to 2003, the 
department hired 96 new Public Safety Officers.  In FY 2000/01 the DPS hired 
30 officers. In FY 2001/02 the DPS hired 38 officers. In FY 2002/03 the DPS 
hired 28 officers. To meet this increasing demand, in FY 2002/03, a single 
special hiring project was created.  For additional detail, see the recommended 
FY 2002/03 Budget and Resource Allocation Plan – Budget Supplement #1.  
(Attachment “B”) 

 

EXISTING POLICY 

• Support Services Sub Element Goal 4.3A: 

 Sustain a quality work force in order to assure that Public Safety 
 services are provided in a quality and efficient manner. 
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• Support Services Sub Element Goal 4.3A.2: 

 Maintain a recruitment and selection process that ensures a highly 
 competent work force meeting City affirmative action goals. 

• Fire Services Sub Element goal 4.2A.2: 

 Provide training that is adequate for required duties. 

• Law Enforcement Sub Element Goal 4.1E: 

Sustain a highly trained police services division in order to assure 
that police services are provided in a quality and efficient manner. 

 
DISCUSSION 
The total cost of the recruitment selection and hiring of new Public Safety 
officers is defined by two categories; fixed overhead costs and variable costs. 

The fixed costs are the staff costs necessary to maintain the Public Safety and 
Human Resources activities needed to do the actual recruitment, selection and 
training of the new Public Safety Officers.  Staff includes a Lieutenant, a Public 
Safety Officer; Community Services Officer, and a part time Human Resources 
position.  In addition to recruitment, selection and training responsibilities, 
these personnel also conduct other duties and responsibilities not related to 
the new officer hiring process. Some of the other duties include processing and 
back grounding of civilian staff as well.  These fixed costs will remain constant 
regardless of whether eight candidates or 25 candidates are hired and trained 
in a fiscal year.  The fixed cost will reside in the Operating Budgets for Public 
Safety and Human resources.  As staffing levels improve and as efficiencies 
within the recruitment and selection process improve, DPS will be able to 
reduce staffing in the Recruiting Unit by one Community Services Officer in FY 
2008/09. The elimination of this support position will help to reduce the future 
costs associated with recruitment and selection.  

The variable costs are the costs that will change from year to year depending 
on the number of Public Safety Officers needed to be hired and trained.  These 
variable costs include the testing and hiring process as well as the costs for the 
academies and the salaries for the new hires being trained. These variable 
costs are addressed by this Budget Supplement. 

To deal with these variable costs the Department of Public Safety is requesting 
a series of Special Projects for the purposes of funding the recruitment, 
selection and training of new Public Safety officers.  This represents a 
departure from the way in which the recruitment, selection and training of new 
officers was previously funded.  In the past, the hiring and training of new 
officers was funded as part of the Public Safety Operating Budget.  While this 
was a convenient way to fund hiring and training, it led to confusion and 
problems in accountability.  Because the hiring and training cycle for a new 
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officer can last up to 18 months, the costs for a new officer were spread over 
two and sometimes three fiscal years.  For example, an officer who tested at the 
end of FY 2001/02 could then have been hired in FY 2002/03 and finally finish 
training in FY 2003/04.  To complicate matters further, different groups of 
officers could be hired at different times during the same fiscal year creating 
overlapping training cycles.  The accurate tracking of the costs associated with 
the hiring and training of new officers became a cumbersome and time-
consuming task.  This Budget Supplement establishes a series of Special 
Projects to fund each individual recruitment, selection and training cycle for 
new officers.  This approach will allow for greater accountability over the hiring 
process. 

The advantage of using Special Projects to fund the recruitment, selection and 
training of new officers is that a single project can overlap multiple fiscal years.  
The use of Special Projects allows the department to place the complete cost of 
the recruitment, selection and training, for each discreet recruiting class, into 
one project rather than spreading that cost over multiple fiscal years in an 
operating budget.  As an example, eight officers hired in July of 2006 can be 
placed into a single project (Project 1), and that project would follow and track 
those officers until they complete their training.  A second group of eight 
officers hired in November of 2006 could then be placed into a second project 
(Project 2) and that project would follow and track those officers until they 
complete their training.  The use of Special Projects allows the ability to isolate 
the costs for a specific group of officers allowing better tracking and 
accountability.  At the end of each project, if there are funds remaining, the 
money will be returned to the General Fund Reserves. 

Additionally, the use of Special Projects also allows for better review of the 
recruitment, selection and hiring process.  The Special Projects will be regularly 
reviewed as part of the project cycle and the costs of the Special Projects can 
then be adjusted as necessary.  If staffing projections change, the funding of 
future Special Projects can be adjusted up or down as necessary.  As process 
improvements occur and efficiencies in the process are realized, the special 
projects can be adjusted accordingly.  

One of the risks associated with the long timeline required for the selection and 
hiring of new Public Safety Officers is the potential for overstaffing.  It is 
difficult, at times, to predict exactly how many officers DPS will need in the 
near future.  For example officers who were anticipated to retire may decide to 
stay longer.  Not as many separations may occur that are not retirement 
related, or candidates may be more successful in training than anticipated.  It 
is important to understand that the projection of staffing needs in the future is 
not an exact science.  We know what our averages show us, but the further out 
in time we go, the less accurate our projections become.   

The department will make every effort to prevent over-hiring.  The first step to 
ensure proper staffing is to continually monitor and reevaluate staffing levels 
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making sure that assumptions do not change.  The second step to avoid over-
hiring is to use a conservative methodology.  Because the department is 
beginning a hiring process that has been recently updated, the department will 
be intentionally under hiring, until the new process demonstrates success.  For 
the first two fiscal years, instead of using a target of 210 officers, a target of 
208 officers will be used, helping to prevent potential over-staffing.  In the first 
fiscal year of the Budget Supplement, the department is planning to hire 27 
new recruits even though the department analysis suggests the department 
should hire 33.  Great care will be exercised to avoid an over-hire situation.  If 
the department does end up in an over-hire situation, no additional funding 
will be sought to cover the over-hire.  Any additional sworn staffing in excess of 
the budgeted 210 would be used to offset the use of overtime and would be 
absorbed with in the DPS Operating Budget. 

Another concern in the hiring and training of new Public Safety Officers is the 
success rate for officers in training.  In the past, success rates have ranged 
from 60% to 75%.  We are continually working to improve the success rates for 
our officers in training.  The department, with the assistance of Human 
Resources, has reworked the testing process for Public Safety Officer to ensure 
that we screen out candidates that would not be successful in training.  In 
addition, the department is in the process of changing the way in which the 
field-training program is conducted and the way officers are trained on the 
street after the police academy.  The department is committed to improving and 
will continually work to improve the success rate of the candidates in training.  
At the direction of the City Manager, DPS staff will return in September of 2007 
with an analysis of our success in retaining new hires and will share our plan 
as to how we can be successful in achieving and maintaining an 80% success 
rate. 

SERVICE LEVEL IMPACT 
It is anticipated that the funding of the selection and hiring of new Public 
Safety Officers would have little or no service level impact.  This Budget 
Supplement does not represent an increase in staffing or service, but is 
necessary to maintain current staffing levels.  If the Budget Supplement were 
not funded as requested, the decrease in funding would result in a decrease in 
staffing, which would ultimately result in a decreased service level.  

FISCAL IMPACT 
The current amount budgeted in FY 2006/07 for the recruitment, selection, 
and training of Public Safety Officers is $2,341,379.  DPS is requesting that 
$665,446 be left in the DPS Operating Budget and $3,222,084 be placed into 
multiple Special Projects for the first year to fund the selection and training of 
Public Safety Officers. The total cost for recruitment, selection and training in 
FU 2006/07 will be $3,887,530.  The cost for future years varies based on the 
need for new officers.  The estimated 20-year cost for the recruitment, 
selection, and training of Public Safety Officers is $94,784,702.  The cost would 



Budget Supplement No. 10 
May 23, 2006 

Page 7 of 8 
 

 

result in a budget shortfall of approximately $31,870,972 over the 20-year 
budget cycle.   

This request for funding represents a significant increase over what has been 
previously budgeted for this activity.  The first reason is a dramatic increase in 
officer salaries.  This salary increase not only affects the new officers in 
training, but also affects the salaries of the officers who conduct the back 
grounding investigations and those officers necessary to support academy 
activities. Over the past 4 years, officer salaries have risen over 20%.  The 
second reason in an increase in the time it takes to train a new officer.  The 
police academy and fire academy have increased in time as has the field 
training program.  The combination of these two factors has dramatically 
influenced the cost of training a new officer. 

CONCLUSION 

Great care and consideration is given to the process of hiring and training new 
Public Safety Officers.  Unfortunately, the costs associated with the recruiting 
and training of new Public Safety Officers are significant.  Hiring and training 
Public Safety Officers is an expensive endeavor.  The costs presented in this 
Budget Supplement are a necessary expense to provide for the safety of our city 
and community.  This Budget Supplement provides the means and funds to 
hire and train Public Safety Officers long into the future.  This Budget 
Supplement is based upon careful analysis and historical experience.  The 
costs associated with this Budget Supplement represent the basic necessary 
costs needed to hire and train Public Safety Officers.  

This Budget Supplement, using multiple Special Projects, offers a flexible, but 
accountable way to fund and track the costs associated with the selection and 
training of new Public Safety Officers.  Future project can be adjusted up or 
down to meet, the changing needs of the Public Safety Department.  The 
complete selection and training process can now be monitored in a single 
project rather than being broken out across multiple years of the Operating 
Budget.  By using multiple Special Projects, the costs associated with the 
selection and training can be better monitored and accounted for.  With these 
Special Projects, costs can be better controlled and ultimately create a more 
efficient process. 
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Prepared by: 
 
 
_____________________________ 
Gregory E. Kevin, Deputy Chief, Department of Public Safety 
 
 
 
 
Reviewed by: 
 
 
      
Don Johnson, Director, Department of Public Safety 
 
 
Reviewed by: 
 
 
      
Mary Bradley, Director, Finance  
 
 
 
City Manager’s Recommendation 
 

[  ] Approve Budget Supplement for funding 

[  ] Do Not Approve Budget Supplement for funding 

 
 
Approved by:   
 
______________________________ 

Amy Chan 
City Manager 
 
 
Attachments 
Attachment A – Estimated 20 year Expenditures and Recruitments 

Attachment B – Recommended Budget Fiscal Year 2002/03 Budget and 
Resource Allocation Plan – Budget Supplement #1.   

Attachment C – Project Detail Forms 
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Attachment A - Est Recruits by Project

Project Number Number of Recruits Number of Hires Projected Staffing
1 8 6 197
2 9 7 206
3 10 8 210
4 10 8 209
5 10 8 210
6 5 4 210
7 0 0 210
8 7 6 210
9 7 6 210
10 10 8 210
11 0 0 210
12 7 6 210
13 5 4 210
14 7 6 210
15 7 6 210
16 8 7 210
17 7 6 210
18 7 6 210
19 7 6 210
20 6 5 210
21 5 4 210
22 6 5 210
23 6 5 210
24 6 5 210
25 5 4 210
26 8 7 210
27 8 7 210
28 8 7 210
29 8 7 210
30 6 5 210
31 6 5 210
32 7 6 210
33 7 6 210
34 10 8 210
35 10 8 210
36 10 8 210
37 8 7 210
38 5 4 210
39 0 0 210
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